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*USAF DECIasS/ReEEasgupsIructions On File* Copy_20% T
MEMORANDIM FOR : Deputy Director (Research)
SUBJECT . Discussion of Alr Force Varsus Agency Operation of Project
QXCART
REFERENCE . Document Dated 1k October 1960; Subject: "Organigation and
Delineation of Responsibilities--Project OXCART" (oxc~0321)

1. Discussion of the relative merits of locating OXCART operational
control in the Air Force as opposed to CIA is at once both extremely difficult
and dlsturbingly simple. The &iffliculties sre assoclated with sorting out
from nearly seven years of experlence in Project IDEALIST the most salient
festures forming the background of that egsentially successful joilnt Air Force-
Agency operation. The disturbing simplicity comes from the same Froject
IDEALIST experience which confirms the bellef that CIA 4id not apply any magic
formula in devising & workable ayrangement with the Alr Force in the conduct
of that Project. The whole picture is further complicated by the fact that
there is in exlstence at the present time a bapic document referred to above,
which was signed nearly two years ago by Mr. Dulles as DCI and the then Chief
of Aiy Btaff, Genersl Thomas D. White, agreeing to retention of operational
control for Project OXCART by thie Agency in socordance with the salutary
experisnce gained in Froject IDEALIET. The critical parsgraphs of the refer-
enced document read as follows:

"3, b. The Project Headguarters will be responsible for any
continued ressarch snd development, operational planning, and the
direction and contyol of activities in the final operational phase
of the Project when overflights are being launched.

"4, e. The third phase will be that of sctlve operations.
This phase follows the decision as to operational readiness. The
final declsion as to execution and timing of actual overflight
missions shall rest Jointly with the CIA and the USAF, subject to
such guidance as may be received from higher authority, and in
accordsnce with notification, coordination, and support procedures
employed in ProJject OILSTONE.* The line of command shall be direct
between operational units and the CIA."

#project OILSTONE is the Alr Force cofle name for IDEALIST.
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2. It is worthy of note that the signatures of General White snd
¥r. Dulles on the reference represent the culminstion of careful discussions
between elements of the Development Projects Division and the OXCART lialson
office in UBAF Headquarters, which in turn reflected the views of UBAF opers-
tional elemente up to and including the Chief of Adr Staff. Whlle we do not
argue that the arrangements estahlished by the reference cammot be changed
merely because they have previously been agreed to, we do feel that 1t 1s
worth considering that the comclusions of two years ago wherein coperational
control wes vested in the Agency for OXCART deserve careful restudy at this
time.

3. Basic to the considerstion of where operational control should lie
seemz to us to be the status of Unlted States policy with regard to the con-
duet of overflighte of denied areas, particularly the UBSR snd the Soviet
Bloc. To our kuowledge there has been no formal indication that the United
States Governmeat 1s prepared to accept the risks inherent in having such
overflights conducted by the militery srm. Assuming for s moment then that
it is safe to conclude that CIA sponsorship as opposed to that of the Alr
Force offers desirable polltical benefits to the present Administration, let
us proceed to ldentify as well as we can those sdvantages snd disadvantages
inherent in continuation of the presently agreed ayrangements which places
operational responsibility in CIA.

JON METHODS. We should like to review briefly here

Lch 4 ’ - officers and enlisted men are goquired from USAF
for duty with Project OXCART. In the first place the top command elements in
the OXCART fleld detachment were all selected on a perscnal basie by CINCSAC.
He has personally nominated from his own wide scquaintance in SBAC eleven key
officers who form the operations cadre in the detachment. These include the
Detachment Commsnder, the Director and Deputy Director of Operations, the
Director of Materiel, snd the principal members of the QOperations Staff, lnciud-
ing four senlor Qperations Flight Planners and three Navigation Flight Planners.
All of these officers are key men with many years of combat and reconnalssance
experience Iin USAF, beginning with the Detaclment Commander, who was the senior
reconnaissence officer in SAC prior to belng detailed to this Agency. For the
belance of the Alr Force complement of the Detachment and ite supporting ele-
wments, Alr Force officeras on detall to IFD did the bulk of the detachment msn-
pover planning for the QXCART Project. It was they who established the criteria
from & profesesional standpoint in accordance with the highest Alr Force stand-
ards. Hominations for the Project sre solicited by IPD through the Agency's
Military Personnel Division, which translates them into requisitions levied
upon & Special Projects Personnel Section in Air Force, responsive to the OXCART
liaison office in UBAF Headquarters. The Special Projects Personnel Section
directs Alr Force commande to nominate individuals for s highly classified
special sssignment without defining ite exmct nature. Written instructions 8o
to the commands, inslsting that "only the best qualified candidates be nomi-
nated”. Eventual nominees are reported to MMPD in CIA, which conducts its own
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screening of applicents based upon experience with the type ol operation
conducted in IFD in the past. One out of three nominees in the airman ranks
received by MMPD under thie system is screened out before the list reaches
this Staff. Additional screening is conducted by the DPD Personnel Section,
in cloee consultation with experienced Alr Force detailees in the Divielon.
Of the spplicemts finelly put in process, one out of four is proven less than
acceptable, elther ss a result of thorough security checks, polygraph, or
medicel exeminations. All military nominees complete psychietrie tests upon
entry into DPD and Project OXCART, and psychiatric approval may be required
if the written test warrants it in the opinion of the Medical Steff., The
Agency, therefore, is applying its owm rigid entrance requirements to the
alresdy select list of nominees mede svallable to us by URAF. It i3 a gen-
eyally faly statement to say that in the security and medicel areas CIA
adheres to stricter requirements than would be the case were Project OXCART
to be staffed by Alr Force in sccordance with their criteris. It is worthy
of noting, for example, that the officer promotion rate smong Alr Force
detailees to TFD is considerably higher than average within the Service. In
nesrly five yearsz, for example, only oue officer esmong the many detalled to
PD has failed a promotion after entering the primary gone of considerstion.
In summery on this point then, the evidence suggesta that officers and airmen
currently concerned with Project OXCART, both in Headguarters and the field,
are nominated, screened, sud selected in accordsnce with the highest standards
of the United States Alr Force and CIA.

5. UHITARY OPERATTIONS CONTROL. It seems to us that one of the moet
persauaive argumente for the retention of coperations control in this Agency is
that by dolng so we will have ensured not only ea &esirable close working rela-
tionship between research and development on the one hand and sctual flight
operations on the other, but in addition we will have tsken advantage of an
extremely shortened command line, which in the languege of the referenced docu-
nent "shall be direct between operationsl unite and the CIA". As we nov envi-
sion it, this direct channel which avolds cumbersome DOD mechanlsms would flow
for mission approvals dlvect from the White House %o the Director of Central
Intellligence, thence to the Deputy Director {Research), and onward to the field
unit through the Chief, SBpecial Projects Division and the Control Center in the
Divieion. Unless and until one has become enmeshed in the complexities of DOD
policy and progrem reviev snd spprovels mechanisme, he cannot fully eppreclate
the tremendous sdvantages of direct and unconteminsted commsnd communications.
It 1z & truism to point out that thie shortened channel offers one of the
principel benefite to be derived from Agency operations control: wmaximum
security of the mission. Aas a separate but clogely related benefit, preser-
vatlon of Agency control offers the White Foumse the option of denitability to
s degree not present should the enterprise be underteken and operated under
military megis. Unitary operations control as conducted in the Agency offers
another useful end meaningful dividend in the form of reduced munpover required
to plan, support, and conduct the operaticnal mission, both in Headquarters and
in the field. Actusl operations planning for the entire GXCART Program will be
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eccomplished by a total of about thirty officers, split almost evenly between
Washington and the fleld detachment. This figure is ridieculously low vhen
plotted against a comparable standerd Alr Force operation, and is made possi-
ble only through minimizing of unnecessary and buresucratic procefures, short-
ened command lines, and timely Air Force support in aress ancillasry to opera-
tions; i.e., weather forecasting, communications systems, and tanker support.
The caliber of this sssistance is not only due to personalized support from
highest Alr Force command levels but by the unusually high priority grauted
the Project by the USAF itself. The biggest bonus of all, we feal, 18 that
unitary control offers tremendous advanteges in promptly relating the opera-
tions people to those responsible for research and development at the same
piece of resl estate and under the same roof. 8ince the so-called RXD phase
will overlep by monthe or possibly even years the inception of the operations
Phase, there will need %o be a continuous interface between developers sad
users. In the Air Force, with its multitude of related but sepsrate commsnds,
operators would most certainly be obliged to report their conclusions and
recommendations to developers only after various levels of review had been
sccomplished, thus increasing the number of time-consuming decisions required.

6. UNITARY PROJECT MANA » Anything that has thus far been saild
about the desirable eepects of tary operations control it seems to us
apply with equal force to over-all project management, from inception to
delivery of the end product.

Glven the strong language of the President's charge to the Director in
his 17 January lettexr, establishing Mr. McCone without a doubt as the central
focal point In the United States Government for all intelligence activities,
as well as his own expressed desire to retain mission plamning responsibility
for OXCART in the Agency, it seems 10 us that the present well-exercised
wmachinery for blending COMOR requirements, Agency development and operations
responsibility, end NPIC handling of the end product offers the greatest
aggurance that the Director will at all times be the first to know the most
about the OXUART intelligence product.

Contrast, i1f you will, the situstion existing today in the SAMOS Program
with that of Project CORONA as be en snalagous situation to that which
might exist were thie present COMOR/CIA/NPIC combination to be dlsturbed. As
an Agency, we know little or nothing sbout target programming for BAMOS. We
know only a little more sbout lsunch parameters, orbital charscteristics, or
recovery techniques. 2nd product processing is also not echeduled to be done
at WPIC but at Westover Air Force Base. In the event of a successful SAMOS
shot, the DCI must rely upon the DOD to tell him vhat transpired, what wse
covered in response to which requirements, and he has no immediate and direct
access to a properly Interpreted end product as he does in OOROKA and IDEALIST
&t the present time.
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Unitary management of the OXCART reconnalssance cepability, whereby the
entire cycle of funding, contrscting, resesrch end development, flight fest-
ing, operations or collection and end product processing all come under one
yoof, appeays even on the surface to be so etiractive in support of the
Director's given responsibllities =8 10 be well nigh irresistibie. Should
the Alr Force be inaserted only in the operations phase, it seems obvious
that any credit for a succeseful operation would in the first instance fall
to them; in the event 1t should not be successful, Alr Force could srgue that
it was beyond redemption by the time they moved in. We submit thet at all
levels USAF operstional inputs are recelving primery consideration snd that
from our experience, they esee the benefits to the entire intelligence effort
which are the by-product of the system established in Project IDEALIST some
years &8go.

T. EBECURITY. One very major benefit derived from single source control
of OXCART ig the lepted Agency securiiy system. It is obvious that any move
to split responsibilities between the Agency and the Aiy Force at the opera-
tional threshhold will sutomatically necessitate more clearances of USAT
personnel. Under the present system of tight control in a single security
complex, Alr Force directs support and assistence from its various commands
with nminimum spread of knowledge. Were they to become wholly reeponsible for
operations, they can be expected to follow their normal in-house prectice of
wore fully informing commends participating in the effort.

UBAF respect for Agency security standards and practices is reflected
in their wide ecceptance of the|_i__| system and their stated desire to
enlarge 1t to encompess other sensltive programs. Our experience over the
years has been that in Alr Force operations management of their own programs
in reconnaissance they 4o not exerclse the same degree of security hold-down
that we have traditionally employed.

In the field of physical security, both the Air Force and we sgreed
early in our joint relationship that relisnce should be placed on CIA's
asaets. The Agency necessarily exacte higher professional standards in its
security staff than does the Alr Force Provost Marshal, plagucd as the latter
is by constant rotation and generally low skill levels among avallable airmen,
few of whom voluntarily choose the fleld of physicel security. Any decision
to place the OXCART Area under exclusive Air Force control would necessitate
relisnce upon traditionel USAF Provost Marshal forces with what we fesl is a
lessening of effective security control.

8. SWSMARY. Much has alreafly been saild about what we regard as the

inevitable pressures that would result on development were operationsl control
to revert to Air Force in OXCART. In our view this continues to be a concern,
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and one which can only deteriorate with the passage of time, since development
wllil pot end with the onset of operstions. It slso seems highly unlikely fthat
migssion planning responsibility can be retained by the Agency while yielding
operational control to the Alx Force, since there 1s such a close interaction
between the two. As we have sald, under the presently approved definition of
responsibilities between CIA and the Air Force set forth in the reference,
thoge wholly desirable contributions which must be mede by USAF if the progrsn
is to succeed are already provided for. It will be the best qualified Alr
Force operations officers who will be exerciasing operational control over
OXCART. In our opinion the only % tangible difference will be that they will

be responsive in the first instance to Agency management and objectives,

which after all could not long continue to be so 4different from those of the
Aly Force theat there is much to be gained in complicating en alresdy smoothly
functioning relationship by splitting the program in its most critical phase.
on these facts 1t seeus wise to rest our case.

STANLEY W. BEERLI
Colonel, USAF
Actling Chief, IPD
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